The Essentials of Understanding
It is basic that Christians engaged in cross-cultural mission strive to gain a better understanding of other cultures, including any violent forces that may be at work within those cultures. Prejudice and paranoia exist in every society. They fuel passions that lead to confrontation. In times of crisis they commonly rule the mind and emotions. We see our own pain and insecurity· as though our world were the whole earth, but rarely see the pain, inse curity, and fears of other people. Just when we most need to understand others, anxiety may overwhelm our judgment, in creasing the danger for everyone.
Christianity, in a very intentional way, seeks to reshape in dividual and international relationships. Christian mission strives Chester L. Quarles is Professor in the Department ofPolitical Science, University of Mississippi, and a member of Contingency Preparation Consultants. He is an experienced police official and has extensive experience in the private security industry. October 1988 to establish mutually beneficial relationships where adversarial forces may have existed previously. Prejudice and stereotypical thinking are destroyed in Christ-thinking persons. Preparation for coping with terrorist incidents begins at this level.
More specifically, you should learn all you can about the terrorist and guerrilla units operating in your area. Read local newspapers and magazines from the left, the right, and the mod erate press. Broad exposure will help you establish a credible picture of what is actually occurring in your area. If the media is under government control, terrorist activity may be censored out of the news. In that case, tune in the British Broadcasting Cor poration (BBC), the Voice of America, or the U.S. Armed Forces Network. Sometimes newspapers published in other countries provide better coverage than local sources.
A Scriptural Basis for Terrorism Deterrence
In his mission experiences the apostle Paul used intelligence in formation to avoid unnecessary obstacles to his work and threats to his safety. When adversaries in Antioch intended to harm him, he received advance information and escaped over the city walls by being lowered in a basket. On several other occasions he left his place of service in the midst of crisis. At Iconium, he and Barnabus "fled." At Derbe, he left after being stoned. At Thes°W hat would happen today if your mission office received a bomb threat?" salonica, he and Silas hid; then they made their way to safety during the night. When Paul left Greece he avoided an assassi nation plot by changing routes of departure.
Looking at Paul's experience, we can say that it is not nec essarily wrong to hide. It may not be wrong to withdraw per sonnel from an area for a particular period of time. Indeed, in many cases, it may be wrong to stay, for the presence of mis sionaries may endanger the lives of those whom they serve.
Using the good judgment of Paul, contemporary missionaries can minimize many of the risks of the crime-filled, terrorist-prone locations in which they work, though, of course, not all risk can be avoided. Just as the inner-city resident learns to protect life, health, and finances from unnecessary risk, so too can the mis sionary develop a security-conscious lifestyle. Professionals from many different walks of life already do this. The administrative officers of almost any banking institution are taught how to min imize risk in approaching the banking facility and in handling their business affairs. They are taught how to avoid abductions and other threats.
Security principles are basically the same, whether taken by a bank official or a missionary. It is said that an optimist looks only one way when crossing a one-way street; a pessimist looks both ways! While no one would want to become a cynic or a pessimist, the ability to "look both ways" and ~o recogni~e potential threats will give Christian workers the skills Paul dIS played in his ministry.
Contingency Planning
Formal planning for terrorist emergencies is rather recent among mission organizations. Most agencies have excellent policy and procedural manuals for use both at home and ~broad~ dealing with a wide range of missionary concerns, even including evac uation in time of war. Rarely, however, is the issue of crime, guerrilla warfare, or terrorism discus.sed in t~es~. ma~ua~s. This leaves the field missionary totally without direction In times of crisis.
It has been the privilege of this writer to participate in con tingency planning with a number of missi~n organiza.tions ~s they prepared themselves to deal with terron.sm, bom~Ing, kidn~p ping, and extortion demands. Because of inappropriate planning or total lack of planning, some mission organizations seem to do nothing in a crisis situation but blindly react. 1 Instead of being reactive, we need to be pro-active! Crisis management is a dynamic concept that dramatically increases a [mission's] efficiency and effectiveness in handling the many incidents that affect the [mission] organization. It applies sound management techniques to cope with a crisis situation while simultaneously accomplishing organizational goals.i
Any measure that plans in advance for a crisis . . . any measure that removes the risk and uncertainty from a given situation and thereby allows one to be more in control of his destiny-is indeed a form of crisis management. 3 There must be a plan! The plan "is nothing more than a tool to enable you to solve the crisis. However, the better your crisis management plan, the better your tools. And superior tools "The mere act of planning will reduce the stress and anxiety levels of all concerned. II in the hands of a skilled artificer will go a long way toward en suring opportunity instead of danger.':"
. . . The worst time to prepare for an eventuality IS after It has happened! Advance preparation can help protect an entire or ganization from coming to a standstill in ~ crisis sit~ation.
The contingency management planning committee should include a representative spectrum of missionaries, administrators, and executive staff members. Each member should be chosen on the basis of experience, interest in the project, and concern about crisis management. This committee will develop policy and plans for recommendation and adoption by the organization at large. The planning team will try to anticipate problems in the fi~ld and learn about options for dealing with them from professionally responsible police officials, other mission organizatio.ns, and re spected security consultants with international expenence:
The contingency plans will include at least the following:
a. guidelines for avoiding terrorism incidents;
b. policies for managing bombing incidents;
c. policies for managing kidnapping and extortion demands, including: (1) ransom/negotiation policy, (2) establ1shment of contingency reaction team, (3) policies addressing the removal of the family of a hostage from the immediate area, and (4) policies for rapid exit from the country.
The plan should include directives for the actions of chief mission executives in the field and for area mission managers. The role of each managerial level should be carefully prescribed in the policy manual. Every division of the mission should also have a crisis-management plan. There should be no exceptions, merely differences of degree.
The members of the contingency reaction team-which is sep arate from the planning team-must be carefully selected, hard working individuals who have the ability to get along under the most arduous and stressful circumstances. Team members can prepare for possible situations through role-playing of actual ex periences of other mission organizations. They should carefully review possible crisis situations. The contingency reaction team should be recognized officially as an integral part of the organi zational structure.
Goals and Objectives
The crisis management plan must be a good one! Among other things, this means it must be simple. Assume that none of t~e best managers in the organizations will be available to help with the emergency during the initial stages of its development. Sim plicity will ensure that virtually anyone can follow the plan with out misunderstanding.
Make sure the plan specifies who is in charge. The moment of a kidnapping in a remote region of the world is the worst possible time to have a debate over who is in charge! If lines of responsibility are clearly described in the contingency manual, then reaction to the problem will be expedited and the organi zational response will be smooth and precise. The step-by-step execution of a realistic response plan is the key to the successful recovery of an abduction victim.
The mere act of planning will reduce the stress and anxiety levels of all concerned. Advance planning ensures that many of the potential unknown factors or possibilities will be considered. The planning process itself provides an organizational forum for discussion of the realities inherent in terrorist crises. Planning builds up organizational confidence. The members will feel better prepared to respond should a misadventure occur.
A missionary hostage should know that, "If you panic you may not survive.r" Knowing what to expect wi!l be of gr~at assistance. The victim does not have to wonder what IS happening back home or at the office. He or she can maintain composure, knowing that every reasonable thing is being done. The hostage has, in essence, a terrorism tool kit. "A few hours, or even minutes, spent considering the possible consequences of a ter rorist attack can have tremendous benefits as is shown by nu merous reports by those who have been held hostage.':"
Weighing Alternatives in a Kidnapping
"A crisis presents the decision maker with many agonizing management choices. Very often a crisis manager is confronted with a plethora of conflicting information and given very little time to choose an appropriate course of action.?" Even in precrisis planning, the manager has a "Pandora's box" of alternatives. Some organizations recommend that the officially stated policy of the United States government be incor porated in mission policy. That policy is: (1) no negotiations, (2) no compromise, (3) no concessions, and (4) no ransom. On the other hand, the government will conduct "discussions" with terrorists to secure the release of hostages. As one State Depart ment member has stated, "We will talk but we will not negotiate. ,,9 However, informed Americans are aware that the United States government has not followed this policy in the recent past. In fact, there are data to suggest that the policy has rarely been followed.
Most American business organizations have also paid ransom as a cost of doing business in a host country. The Exxon Oil
Noteworthy
The International Congress on World Evangelization, held in Lausanne, Switzerland, in 1974, gave birth to the Lau sanne Committee on World Evangelization (LCWE). A sec ond congress sponsored by LCWE was to be held next year in Singapore. But due to construction delays in that city, Lausanne IT will be held in Manila, Philippines, July 11-20, 1989. The theme of the congress is "Proclaim Christ Until He Comes: A Call to the Whole Church to Take the Gospel to the Whole World." Over 4,000 participants are expected. Dr. Billy Graham, honorary chairman, will be the keynote speaker.
Company paid $14.2 million for the release of Victor Samuelson in Argentina. 10 Indeed, several hundred million dollars have been paid for hostage Americans during the last decade.
Terrorists may not understand the ways and methods of mission funding. Since the American government and American businesses pay ransom, -terrorists are going to expect payments from mission organizations too! In fact, some mission organiza tions have made small payments for the return of a kidnap victim. We would not condone the payment of a large ransom that would fund more guns, more explosives, and future violence. But before one says No to talking or negotiating with terrorists, one needs to find out what the terrorists want. Sometimes they simply want a concession-any concession-to show that they can influence the North American organization.
One American businessman was recently ransomed for $5,000. The initial demand had been set at $5 million. Would you refuse, on ideological grounds, to save his life for $5 thousand?
If you were a member of a large mission that had decided to build four schools in particular locations, would you revise your plans to move one school where the terrorists requested? Would you consider relocating a clinic, a hospital, or a nursing station?
Until there is negotiation, there is no way to know what the options are. Following the patterns used in business, politics, industry, and commerce, hostage negotiators can use "win win" negotiation techniques, in which both sides benefit. We do not have to lock ourselves into a "win-lose" situation.
Conclusion
Planning and pre-incident thinking give a responsible reaction plan to the mission organization targeted by terrorists. The mis sion does not have to react blindly. The mission has already deliberated, preplanned, and reviewed alternative procedures. It has been pro-active rather than reactive. It has taken the initiative for a reasoned response even under the most stressful circum-. stances. All members of the mission will be grateful that their agency has clear-cut policies and procedures for dealing with the dangerous situations in which they may be working today.
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